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INTROQDUCTION

The deterioration of morale whilch has been pro-
gressive for some time in the leading Reglonal Branches
of the Office of Reports and Estimates has now reached
a point at which 1t can be sald that the mission of the
Central Intelligence Group is seriously threatened.
Thls problem is considered herein from the viewpoint of
the Western Europe Branch. There 1s reason to believe,
howsver, that the conclusions reached in this study are
shared by the chlefs of other Branches.

Examination of the conditions in the Office of Reports
and Estimates, long experience in intelligence work and
sound theory 1indicate that the so-called Intelligence 3cef £,
by reason of 1its position within the orgenization and the
menner in which 1t has exerclsed its authorlty, precludes
the development of sound, expert and timely high-level
studies such as the Central Intelligence Group was created
to produce in the interests of national securlty. This
stituation has come about because the Intelllgence Staff,
through which all studies must pass before they reach
higher echelon, has been permlitted to come into being and
to enlarge 1ts function to include: (a) distortion of the
considered opinions expressed in officlal documents by the
experts of the Regional Branches; (b) the ordering of
studies to be prepared by such experts; (c) the lssulng of
orders affecting the operation of the Branches in lignorance
of their administrative problems and of sound intellligence
procedures. Not only has the output of the Branches been
impeded and mishandled by the Intelligence Staff, but 1t
may soon be impossible to retaln desirable and highly
trained personnel in the Reglonal Branches.

Tt is concluded, in the best interest of the servics,
that the Intel ligzence otaff should be dlsbanded at once and
That 1ts dutles should be reallocated as set forth in the
final section of thls paper.

The data and arguments leading to these conclusions
will be presented under the following general headings:

(a Discussion of relevant intelligence theory.

(b) Discussion of the origin of the Intelligence
Staff in the Office of Reports and Estimates,
and 1ts place in the organization.

(¢) Manner and method by which the Intelligence
Staff exerts 1ts authority.

(a) Conclusions as to the usefulness of the
Intelligence Staff.

(e) Recommendations.
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(a) Discussion of relevant intelligence theory.

Sound intelligence theory and practlce require  that
intelligence should pass directly from the experts* who
produce 1t to "those who peed to know."

This proposition is based on the obvlous good sense‘
inherent in the i1dea that the orlginating expert, because
of his background, abilities and speclallzation must be
relied on for the production of ineclsive intelligence. To
interpose between the expert and "“those who need to know"

a group of men who can spend but 1ittle of their time in
studying the subject matter, and to invest them with the
power of censoring, changing or suppressing the conclusions,
as well as the diction and method of presentation is to
stultify the product of any intelligence orgenization both
as to quality and timeliness.

A second and highly dangerous condition flows from
this type of hierarchical organization and function in that
i1t creates working conditions which are Intolerable to =
self-respecting expert. This situatlon becomes unendurable
to informed men if arguments and criticisﬁs are expressed by
individuals who possess authorlty but lack expert knowledge,
and if morsover they adopt the manners of testy college
professors correcting freshmen compositions. Under such
condi tions the retention of highly competent men 1s always
in questlon; the teamwork that is to be found in a well-

matured intelligence organization camnot be realized.

% The word "expert® is used in this study to represent the
collective effort of a regional branch or branches operating
on a specific subject. This involves the (a) man {or men)
assigned to a speclflic area or subject, (b) editorlal assist-
ance furnished within the group, (¢) guldance and final
approval of the responslble branch head or heads.

grgRty
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(b) Discussion of the origin of the Intelligence Staff
in the Office of Reports and Estimates and 1itg
place in the organlzation.

The creation of the Intelligence Staff in the Office
of Reports and Estimates was a violation of the sound intelll-
gence theory set forth under (a) above. Moreover, the subse-
quent operations of the Staff have tended to meake this viola-
tion so extensive as bo threaten, in a most serlous way, the
production of intelligence studles by the Central Intelligence
Group.

In order to understand how the situation came about, it
is necessary to glance at the intelligence setup in Washington
during the late war. Recognizing the weaiknesses of the older
intelligence services, President Roosevelt had established the
Office of Strateglc Services for the purpose of gathering
together men of exceptional background and sbility who could
operate in the field of national intelllgence outside the
formulas of military procedure. Whatever the merits of the
Of fice of Strategic Services (in estimating them 1t would be e
necessary to give due welght to the dgifficulties of the time l
and. the opposition of the older services which felt themselves N
to be threatened by this new arrival) it marked a cruclal point
in the development of US intelligence. It 1s obvious that the
Central Intelligence Group exists in recognition of the needs
that prompted the creation of the Office of Strateglc Services.

The older military intelligence services, while recognizing
(a) thelr own limitations and (b) the global, total character of
the coming war, felt, qulte correctly, that neither the civillan
intelligence sagencles (the Office of Strategic Services, the
Board of HZconomic Warfare, and the State Department) nor the
individuel services, would be likely to produce studies. that would
be written expertly for joint military use. As a result of this
apprehension there was created under the Joint Intelligence
Committee of the Joint Chiefs of Staff, a working group that
was known as the Joint Intelligence Staff. It was the duty of
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the Joint Intellligence Staff to prepare studles for the
Joint Intelligence Committee, The Staff was a board of
writer-editors. The senlor team of the Joint Intellilgence
Staff, employed largely in lialson work, was composed for
the most part of Colonels, USA, and Captains, USN, some

of whom had had little intélligence experience before the
wer. There was also a Junilor ﬁaam composed largely of
reserve officers of the Army and Navy, and representatives
of one or more of the civillan agencies., Few of thls latter
group had had any intel ligence experience prlor to assign-
ment. Both the Joint Intelligence Committee anmd the Joint
Intelligence Staff were dominated by mllitary personnel.

It is highly important to note that the Joint Intelll-
gence Staff was wholly dependent on outside sources for 1ts
intel ligence information. The material that went into its
studies was drawn from our Allies and from the US military
and civilian intelligence agencies. The Joint Intellgence

not
Staff did/have staffs of experts within its own renks such

as compose the reglongl and technical branches of the Office
of Reports and Estimates. The Joint Intelligence Staff was

in this sense an isclated ami makeshlft device established

to meet an emergency. There 1s no functional parallel in the

Office of Reports and Estimates to the position of the Joint
Intelligence Staff save at the level of the regional desks

and there only insofar and as long as these desks are dependent

on the older services for intelligence information.

That an organization characterized as the “Intelligence
Staff" should be set up in the Office of Reports ard Estimates
is rather remarkable if only for the implied reflectlon on the
function and role of those who are in fact producing intelli-
gence. It will be observed, howsver, that thils Staff 1s composed
in part of men who had been in the Jolnt Intelligence Staff;
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apparently they were able to lmpose their old title and =
part of their former functlon on the Central Intelligence
Group despite the lncongruity of thelr dolng so.

The ereatlon of thils Staff or branch of the O0fflce of
Reports and Estimates was questioned in a meeting held at
the tlme of its activatlon by those who foresaw the diffi-
culties that would arise. It was explained at that meeting
that the words “Intelligence Staii“?nwant "Editorial Staff®,
arxl that the duties assigned it would be curtalled as stated
in the original directive. As will be shown, a reverse of
this pollcy was followed so that today instead of the Staff
being on the same echelon of authority with the Regilonal
Branches, as it seems to be on the organization chart, it,
in fact, lles between them and the Office of the Assistant
Director. This situation has gravely compromised the rela-
tlons of the Branch Chiefs with the Assistant Dyrector in
that he appears very frequently to have prejudged matters on
the basis of advice furnished him by the Intelligence Staff.
The Branch Chlefs, conscious that their information and views
relating to their own problems cannot be fully appreciated by
the Intelligence Statf, leave such interviews with s sense of
frustration and futlllty.

That the work of the Staff has by no means been held to
the task of simple edlting 1s further shown by the recent
creation within 1%t of a Project i4vision. This 1s not a pro-
ducing organization but eppears, in 1ts contacts with the
Reglonal Branches, to have the power of originating studies
and assigning work on them to the reglonal desks, a task that
should be within the province of the desks themselves. The
Staff appears also to exerclse the purely admlnistrative task
of liaison with the _ of the Contacts Branch,
Office of Operations, asctivation of which was announced in a

directive signed by the Chief of the Intelligence Staff.

# It has been sald that the term "Intelligence Staff" was
adopted 1n part as a means of evading the Clvil Service regula-

tions which do not permit editors to advance into the higher
pay brackets.
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(¢) Mammer snd method in which the Intel ligence Staff
exorts its suthority.

One of the chief ways in which the Intelligence Staff
has sought to exert authority beyond the level of simple
editing and editorial coordination is seen In connection
with 1ts work on Office of Repbrts end Estimates studles.
one such study, dealing with Post-Occupation Italian Poll-
tics, was completed in the Western Europe Branch on January
6, 1947, and forwarded to the Tntelligence Staff. Premler
De Gasperl was at that time in Washington, and 1t was thought
in the Branch that the paper might be timely and useful %o
policy mekers.

Several days after thepaper was submlitted, the Chief of
the Intelllgence Staff asked the head of the Western Europe
Branch to come to his office for & conference on the paper.
At thet meeting, the Chief made repeated efforts to reorient
the opinion of the Itallan expert and the head of the orlginating
Branch in respect to his (the Chiéf's) personal opinion that the
Christian Democratic Party might possess substantlal, end even
controlling, power after the next national elections. Since the
paper very clearly indicated, both in the initial summary and
through its text, that thls was not the case, there could be no

question of ambiguity, nor was this issue ralsed. The Chief I

made very direct and stubborn efforts, however, to alter the
conclusions expressed, after due consideration. by the Branch,
particularly its opinion that the Church would probably support

the Common Man Front.¥% - He also expressed surprise and uneasiness

% The soundness of the politlcal analysis made by the

%ég ian desk end the timeliness and accuracy of 1lts forecast
strikingly corroborated by the followlng comment from US

Embassy Rome which reached Office of Reports and Egtimates on

e §

3



Approved For Reledase 2000/04/12 : CIA-RDP67-00089A000400040002-1

SECRET

that the paper should take a positlion that was more definite
in its forecast than the position held by any other Washington
department.

It might be pointed out that the preparation of this
paper within the Branch had been continuous since the first
week of December; that the expert, who is of an Italian family,
who took hls doctorate in Itsliasn history and literature, who
has travelled extensively in Italy, and who served as a US
intelligence officer in Italy during the late war, called on
all the Italian experts who are hls opposite numbers in the US
Intelligence services In Weashington and cleared with them the
facts presented in this O0ffice of Reports and Estlmates studye.
The manuscript was then passed for edltorisl revision to a
member of the Western Eurupe Branch who served in the 0ffice of
Naval Intelligence from 1941 to 1946 as head of the Special
Publications Branch and who, at the same time, acted as
an intelligence editor for the Joint Intelllgence Committes.
After extensive revisions, the paper went to the chlef of the
Western Europe Branch who made further suggestions.

In this paper a very serious effort was made to comply
with the wish of the Director of Central Intelligence that
such studles be asg much forecasts as possible, that high
poiﬁts be stressed, and that argument and supporting data be
held to a minimum. Further, to save reading time, a Summary
was placed at the top of page one,

During the conference with the Chief of the Intelligence
Staff, certaln minor changes were agreed upon With the further
understanding that when tuese had been made the paper would be
released for distribution. The required textual changes were
completed and the paper returned to the Intelligence Staff for
dissemination, On Monday, 20 January, however, the study was
again returned to the Western Europe Branch with 30 new and for

criticisms
the most part, trivial/moted in the margins, and drastic

recommendations as to orgenization of material, etec., set forth
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in a covering memorandum.

Since the time when the paper was flirst submitted and the
present, the Prime Minister of Ttaly has visited Weashington,
collected a $50,000,000 check agalnst US occupation costs and a
$100,000,000 credlt with the Iximbank, been entertalned wldely
in New York, flown back to Italy, resigned the Premiership,
formed o new cabinet and appointed an Ambassador plenipotentiary
who, in turn, has signed the peace treaty. When this study will
be released is an open questlon in view of the 1mpossibility of
complying intelligently with the comments made by the Intelll-
gence Staff.

One of the most lmportant asspects of the type of editing
engaged in by the Intelligence Staff is that it has, on more
than one occasion, effected severe mutilatlions, 1f not complete
destructicn, of carefully worked-out forecasts. The followlng
two examples will, perhaps, suffice to 1llustrate thls statement.

An Office of Reports and Estimates study of Commmnilst capa-
bilities to selze political power in France was released to the
Intelligence Staff by the Western Europe Branch on 22 November.
Complying with the Director's request that the Central Intelll-
gence Group express 1ts own lndependent opinion on information
received from other Departments of the Govermment, the original

draft of 2§X& memorandum began as follows:
25X

" -
gence CGroup (1) agrees that the Communists do not
at present desire to selize control of the French
government by force; (2) feels that the unqualified
belief that the French Communlists could seize control
of the government at any time over-emphasizes certain
Tactors, end that conslideration Of all avallable data
raises strong doubts that a French C.mmunilsat coup

would be successful, although such an attempted coup
would undoubtedly create serious confusion. To support
this latter view the following four polnts are sub-
mitted: #asxnxh,

The Intelligence Staff rewrote this paper and reversed the
opinlon expressed by the Western Europe Branch by ylelding to the
State Department views on this matter. The Intelligence Staff
verslon begins:

Approved For Release 2000/04/12{6 P67-00059A000400040002-1
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"In discowunting the possibllity that a French Government
could be formed excluding the Communists, Ambassador Caffery
asserts that the Communists now have sufflicient strength to
selze power in France whenever they may deem 1t desirable %o
do so%. The version continues with paraphrases of Ambassador
Caffery's positlon and the balance of thls study does not suggest,
except in the most ambiguous and shadowy terms, the clearly ex-
pressed opinions of the Western Europe Branch.

This alternative draft was submitted to the

Western Europe Branch which made 1ts comment on

25 November, urging that the Western Europe

Branch version be published for the following
reasons: "(1) the estimate made is clear-cut

and unequivocal; (2) the findings are less
'diluted! as a result of attempts to placate

the State Department; (3) the estimate is made

on the basis of the facts that are avallable to
this branch, and without subservlence to the
25xBsonal views held by superior sithority". The
memorandumn further stated, "In the event that

draft 1s preferred, 1t 1ls recommended

that 1t be made clear that: (1) the number of FFI
officers remaining in the French Army is small rela-
tive to the officer corps ss s whole, but not nec-
essarily in relation to the total number of FFIL
offlicers who aspplised for commisslions. It should
also be noted thet not all FFI officers are pro-
Communist; (2) underground orgenizations are
probably under the direction of Lt. General Revers,
Chlef of Staff of the Army, but do not 'exlst
underground in assoclatlion wlth the Army', although
these organizations probably have llaisons with
'certain parties, notably the PRL'".

Degplte these clearly expressed views and a conference wlth
the Assistant Director, O0ffice of Reports and Estlmates, the
Intelligence 3¢aff verslon was 1ssued as Speclal Evaluatlion No.B8,

26 November 1946. It should be noted that ensuing events have

done nothing to invalldate the position taken by the Western

Europe Branch In its orliginal draft.

Another example of the disregard by the Intelllgence 3taff
of the significance of material presented for publlcation is
contained in the following case history. On 22 Jamuary 1947 the
Ttalian desk submitted to the Chiefl of the Western Europe Branch
an artlcle on "The Itallan Cabinet Crisis™. This article dis-
cussed a pertinent intelligence trend regarding developments
followlng upon the resignation of Premler De Yasperi. The arti-

cle was passed to the Intellligence 8taff on 22 January.
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On the following day the arrival of new cables necessi-
tated a slight revision in the text, This was dohe by the
Italian desks These additional facts did not alter, however,

the forecast of the article: Gasperl will probably succeed in

forming a new Government with fewer Leftlist members,

When the Weekly Summary appesrsd on the 24th of January
the Italian article was missing., Nelther the Italian desk nar
the head of Western Europe Branch had been notified of 1its
exelusion by the editors, On Monday, 27 January, the Italian
desk inquired of a member of the Intelligence Staff, who appears
to be in charge of edlting the Weekly, why the article had been
omitted, in view of its timeliness. The man replied, that the
Deputy Chlef of the Intelligence Staff had decided that the
article should not be used because the Italian Cabinet crisis
had "not crystalized enough," (This remark raises the very
interesting question as when 1t 1s appropriste to write an
intelligence forecast - before, durlng, or after the event),

At any rate the CBS "News of the World" reporter in a brosadcast
on 28 January from Rome (0800-0815 Washington ﬁime) sald,
"premler De Gasperl will probably announce the formation of a

new goverment with two fewer Leftlst members tonlght., This

indicates a swing to the Right in the Government'. De Gasperl
finelly formed a Cabinet on 2 February with Count Carlo 3forza,

an Independent moderate, as Foreign Minister in place of the Radlcal
Soclalist Nennl., Another independent moderate!Gesparotto was added
thus giving the cablinet a less radical orientation.

Needlegs to say, events such as this are not only dlshesrt-
ening to men who sare attempting to comply with the President's
Directive, but result in an absolute negetion of Central Intelli-
gence Group alms and the explicit instructions of the Director
at his weekly meetings.,

The most serlous difficulties encountered in the Western

Europe Branch in respect to Intelligence Staff memorands and

directlves arise from the fact that certain of them require

types of work which the Branch is too understaffed to perform
Approved For Release 2000/04/12-: Ci1A-RDP67-00059A000400040002-1
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with a satisfactory degree of compétence. These work loads
have been promulgated without so much as consulting the
Branch Chiefs. Notable In this type of dlrective is one deal~-
ing with a paper on the aims of the Allles in the occuplied
areass of Germany and the effects of thelr occupations. The
resulting study 1s designed to furnish a competent gulde to
high echelon officials interested in the progress of the
peace negotlations.

The one man avallable in this Branch for carrying out
this directive was slso charged wilth the duties of acting
head of the German desk. The excess burden he elready
carries in this capaclty 1s indicated in the progress report
for Januar& 1947 prepared by the Branch. The paper which he
produced, salthough 1t is felt to be & good summary of pre-
valling conditions, reflects this limitation of time and
menpower. Doubt as to whether the Central Intelligence Group
should relesase this paber rests on the well-known fact that the
State Department has devoted scores of personnel to Just this
problem for many months. The wisdom of fhe decislon to have
the Office of Reports and Estimetes undertake this necessarily
inadequate study, as well as the one on the Austrian occupa-
tion, 1s therefore open to questlon in that the final result
can hardly hope to compete with the work of the State Depart-
ment on the same subjects., Western Europe agreed to under-
take the study only because of the conslistent policy of the
Branch to do its utmost to comply with all requests for 1its

services.

- 12 -
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(d) Conclusions as to the usefulness of the Intelligence
Staff.

"Tentative Organlzation and Functions of the Central
Intelligence Group, 22 July 1946" states that the duties of
the Regional Branches of the Office of Reports and Estimates

Include direct responsibility for the production of "digests,

summaries, estlmates, appreclations, and 'flashes' as may be
requlred to appralse developments and trends throughout the
world which may affect the national security of the United
States". ©Nothing In this document contemplates the existence
of the Intelligence Staff which, as long experience has
demonstrated, drastically impedes and frequeﬁtly absolutely
prevents the execution of these duties.

A conslderation oflthe problems involved in producing
expert intelllgence 1n the Office of Reports and Estimates
must incluég constructive as well as destructive criticilsm.
Broad princlples of intelligence must be formulated and applied
viiere sultable. 1In thls connection, the following propositions
are considered: |

(a) The success or failure of an intelll-
gence organization depends primarily on the
capaclty of 1ts experts.

(b) These personnel must be assumed, until
proven otherwlse, to possess the background (in
every sense), the current information, the talent
and the will to produce intelligence forecasts
which are timely and in other ways directly useful
in both short and long-range operations of Government.

(c) Providing favorable working conditions for
such persomnel 1s the first duty of their seniérs.
Handling of such personnel 1s a problem for expérts.
Bach analyst must be treated as an individual; tact
and understanding are required in order that the
self-esteem of the individual be maintained and

maxlmum use be made of his professional sbllities
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attention to the fact that the Central Intelli-
gence Group should, so far as the Office of
Reports and Estimates 1s concerned, adopt the
sympathetlc helpful attitude found in such
successful research organizations as the Rocke-
feller Institute.

(d) No funetlon of intelligence routine

touches experts more closely than
the edlting of thelr texts.

Thls does not Involve a tempermental factor v
so much as the direct consclousness which such
experts have of the great difficulty in choosing
words glving the precise shading appropriate to a
specific situation. Nevertheless, there are many
experts who combine information with a high degree
‘of perception yet have difficulty in organizing and
expressing thelr ideas in such a way as to be clear
to another person. It follows, from the edltor's
viewpolnt, that the sditing of intelligence reports
perhaps presents the greatest editorial difficulty
in the whole fleld of writing. It has been found
that the edltor must profess lgnorance, that he must
appear to serve the originating expert as a llterary
guinea plg, end at the same time he must win the
expert's respect and cooperation by putting together
in the expert's name, studles that fulfill the

expert's highest hopes. The selection of personnel

to serve in this edltorial capaclty must be consid-

ered with the greatest care, attentlon being glven,

not only to known professional experience In intelli-

gence editing, but the personality of such editors as

well.
In formlating the following recommendations we have not
lost sight of the fact that the Intelligence 3taff has performed

some of the functions which are essential to the production of
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intel ligence studies, whether current or long-range. These
include in the final analysis (a) coordinating research,
production, planmning, etc., between the Office of the Assistant
Director and between the branches themselves; (b) establish-
ing and maintaining a terse, clear, interesting style in all
reports, etc.; (c) exercising careful Judgment as to clarity
of expression; (d) using in respect to all manuseripts apd
personnel what has been called "brilliant commonsense™.

The recommendations set forth below represent the con-
sidered opinion, not only of personnel in the Western Europe
Branch but that of both heads and members of other Bjpanches.
Thils collective oplnion is baseq upon the demonstrated lack
of edltorial ability, misinformation, and lack of knowledge,
ignorance of baslc principles of intelligence operatlion, and
misconception of function which has too often characterized
the work of the Intel ligence Staff. As a result of these
conditions not only the responslble branch heads have loat
confidence in the personnel of-the Intelligence Staff bﬁt what
is perhaps equally important, the producing members of their
staffs have come increasingly to feel that thelr efforts are
largely futile when the final say over thelr work is committed
to the hands of lncompetent authorlity. Such conditions not
only dempen the enthusiassm of the producing personnel, but
eéentually engender a sense of frustration which in turn will
induce the resignation of highly qualified men who can be
replaced only with the greatest difficulty. Moreover, the
dlsheartening sir of bafflement created by the modus operandi
of the Intelligence Staff has reduced the productlivity of

regsponsible indivliduals.
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(e) Recommendations.

In view of the foregoing it ls recommended that:

(1) The Intelligence Staff be disbanded.

(2) Personnel attached thereto be reassigned
to dutles which do not involve editorial or admin-
istrative respbnsibilities for the production‘of
intel ligence studles.#®

{(3) The essential functlons hitherto exercised

by the Intelligence 3taff should be reallocated as

shown in the Chsrt on page 20.

Considerations surveyed before drafting the proposed
organization chart on page 20 are set forth below:

1. The Chart recognizes not only the functional problems
of the intelligence personnel but also the problems inherent
in the position of Assistant Director, Office of Reports and
Estlmates, and hls Deputy. The ddminlstrative and liaison
duties of the Asslstant Director render 1t impossible for him
to apply himself wholly to the production of intelligence
material. He must, therefore, have as a Special Assistant a
mén who can exemine all such material prior to its ultimate
submission to him. This 3peclal Assistant would presumsbly
need the assistance of two competent helpers.

2. It is by no means contemplated that the dutles and
powers of the Special Assistant shall coincide with those
presently exercised by the Intelligence Staff. It will also
be noted that his functlon 1s closely assoclated not only with
the Asslstant Director but with the proposed Intelligepce
Planning Committee which shall be composed of the Branch Chiefs
sltting under the chairmanship of the Assistant Director or his
Deputy. The Special Assistant will sit on this committee as B
non-voting secretary, charged with the execution of such specilal I

% Exceptlon is made in the case of the Chief of the Current
Division of the Intelligence Staflff, who, despite the extreme

Approverbos Raleass 2006108777 TEik:RB¥e 70063 oRkb o408 acth 2™

- 16 -



Approved For Release 2000/04/12 : CIA-RDP67-00689A000400040002-1

SECRET

duties as may be assigned to him by 1t, in addition to his
other dutles as Specilal Assistant. The present plan also
contemplates that Reglonal Chiefs shall in fact have final
approval on all substantive changes in manuscripts submltted
by them, but that the Speclsl Assistant shall have the right
in cases of disagreement to submit a "minority" report ex-
pressing his views,’whan the manusc:ipt goes forward to the
Assistant Director.

3. BSpeclal emphasls ls placed on the Intelligence Plamning
Commlttee. In an overall, but highly important, sense 1ts
weekly meetings under the chalrmanship of the Assistant Director
wlll foster more intimate and productlve relationships. This 1s
most sorely needed on a formal as well as a personal basis. At
the present time the Intelligence Staff has grestly embarrassed
the Branch Chiefs in this connection. Moreover, the composite
views of such a Committee will be more coheslive and powerful if
expressed in formal meetings than 1f expressed individually by
the Branch Chiefs. The Committee will, among other things,
serve somewhat as a duly constituted town meeting in which the
individuals are the responslble and authoritative heads of the
preoducing unlts. Because of thelr direct knowledge of the
Inflow of intelligence, of the capaclity of thelr staffs and
personnel, as well as the problems confronting them in adminls-
trative ways, they alone sre capable of formulating plans for
intellligence production under the Assistant Director.

4. It should also be noted that this C mmittee by its very
existence and chairmanship affords sound liaison and coordination
between the office of the Asslstant Director and lower echelons,
and between the varlous Regional Branches. This condition does
not exlst at the present time.

5. The 3peclal Assistant's dubtles will include the day to
day executlon of the program and policy lald down by the C muittes,
as 1t relates solely to the production of intelligence. It would
be en error, in this connection, to define hls duties too specific-

ally at the present time; these will develop naturally as the
Approved For Release 2000/04/12 : CIA-RDP67-000569A000400040002-1

- 17 - SECREI



Approved For Release 2000/04/12 : CIA-RDP67-00889A000400040002-1

SECRET

Cogmittee functions; much will slso depend upon the type of
man selected for this post, his abllitles, qualities of
cooperation, etc.

6. Those dutles which reflect the Special Assistant's
relationship to the Asslstant Director as an intelligence
producing expert consist, in a modifled version, of the duties
for which the Intelligence Staff eppears intrinsically to have
been conceived. That 1s to say that he will read sll material
farnished by the Branches from the viewpoint of the natlonal
security. This will requlre that he examine manuscripts filrst
from the viewpolnt of what they say, vwhat they were intended
to say, etc. Long experience has shown that the best of experts,
even regarding sn entire Branch es an expert, are liable from
time to time, to focus thelr attentinn'pnvtheir special projects
at the expense of the larger picturs. 'Tﬁéh too, 1t 1s common
experience, that the sbllity to express sometimes subtle shades
of meaning does not amlways go hand in hand wilth the expert
capacity to detect such meanings in the mass of intelligerce
material, Thus essentlal to the Speclal Assistant 1s the cap-
acity for what painters call "innocence of eye". He is in
theory the generalized ultimate reader of the Office of Heports
and Estimates product and ass such must be regarded (a) as a man
who cannot be assumed to be cognizant of all the detalls with
which the expert has dealt in reaching his conclusions and (b)
unlike the expert, who 1s bent on detecting intelligence trends,
he must apply such findings in a world sense. Thls dual funetlon
of the Speclal Asslstant cannot be over-emphasized. He must
have the vliewpoint of an EXECUTIVE as distinguished from the
pure SCHOLAR. In this he will meke a clear and indlvidual con-
tribution to the work of the Office of Reports and Estimates
since he wlll be isolated from the details of intelligence work,
thus permitting him to examine all manuscripts from a clear and
unpre judiced viewpolnt. Since this quallity 1s most desirable
in the 0ffice of Reports and Estimate reports, it 1s believed

that hils function 1s an essentlial one.
Approved For Release 2000/04/12 : CIA-RDP67-00059A000400040002-1
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7. The foregoing pages have made clear the fact that
only a man who commends the respect of the producing members
of the 0Office of Reports and Estimates staff can accomplish
the mission of Special Assistant. The fact that he slts as
a member of the Planning Commlttee will place him in =
position vis & vis the Assistant Director and the Branch
Chiefg which will builld up direct, simple relationships. The
Committee will come to feel that he‘is an organic component
of its organization, desplte the fact that he has no vote;
with results quite opposite to the present Star Chamber type
of sctivity carried on by the Chief of the Intelligence Staff
and hls assoclates.

8. The following chart is submitted in the bellef that
1t affords the maximum rellef from the present administrative
dlfriculties of the 0ffice of Reports and Estimates and with
the confidence that, given the right personnel, it will produce
maximum results both in quality and quantlity of intel ligence

material produced.
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